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Today, the United States military is regarded as the most capable, effective, and respected force in the history of our country. "We enjoy a position of unparalleled military strength and great economic and political influence. In keeping with our heritage and principles, we do not use our strength to press for unilateral advantage. We seek instead to create a balance of power that favors human freedom. We will defend the peace by fighting terrorists and tyrants. We will preserve the peace by building good relations among the great powers.
We will extend the peace by encouraging free and open societies on every continent.
Defending our Nation against its enemies is the first and fundamental commitment of the Federal Government." 1 Despite our military might and ability to dominate any military peer, our military, and indeed our Nation, is facing unprecedented challenges in securing our nation's freedom and future. We are no longer facing a single monolithic threat that we did during the Cold War era.
That great struggle is over. The militant visions of class, nation, and race which promised utopia and delivered misery have been defeated and discredited. America is now threatened less by conquering states than we are by failing ones. We are menaced less by fleets and armies than by catastrophic technologies in the hands of the embittered few. 2 "We are now fighting a war against enemies of global reach. We no longer face an enemy who is a nationstate like the Soviet Union. The enemy is dispersed, ruthless, the enemy is not a single political regime or person or religion or ideology. The enemy is terrorism-premeditated, radical, politically motivated violence perpetrated against innocents." Not only is the United States facing a new and incredibly potent threat to international and homeland security, it is doing so in the midst of major transformation efforts by every service.
The Department of Defense (DoD), the Joint Chiefs of Staff, as well as each service is struggling with the reality of transforming from a Cold War, industrial based military to one that can capitalize on an information age revolution. DoD leadership is facing the stark reality of limited monetary resources while tackling the daunting need to balance transformation, modernization, recapitalization, and force management. To complicate how we should shape the future force, there is growing debate regarding the role of the military in disaster relief, with many arguing that the military should take the lead in major disaster relief operations. 4 Critical to any military's success is the quality of its officer corps. The officer corps of tomorrow faces an increasingly volatile, uncertain, chaotic, and uncertain world. They must be militarily adept, culturally savvy, and prepared and ready to deal with not only traditional warfare, but irregular, catastrophic, and disruptive challenges as well. This paper provides a review of the Air Force's active duty accession and commissioning programs with special attention to the Reserve Officer Training Corps (ROTC). The goal is to determine ROTC's relevance, efficiency, and effectiveness in identifying, preparing, and commissioning men and women equipped and primed to be the leaders of our transforming force capable to fight the long war against terrorism.
The data and information collected in the course of this research is not an exhaustive examination of commissioning programs for all services. The research focuses predominantly on Air Force. Although it does not provide a comprehensive look at Army and Navy programs, the implications and recommendations are applicable to them as well.
The Road to Commissioning
Regardless of which branch of service an individual enters, all officers are accessed and commissioned in essentially the same manner. There are three major avenues to be commissioned as a "line" officer. All of the pre-commissioning programs have similar goals and expected outcomes. However, all provide a degree of tailored, service-unique familiarization, indoctrination and training.
The three primary avenues to achieve a "line" commission: Each academy provides a four-year undergraduate degree program leading to a commission. Each has tremendously high admission and retention standards and very rigorous academic, military, and physical training programs. All strive for moral and ethical development of our future officers and their mission statements reflect distinct, yet similar objectives. The Air Force Academy mission statement clearly focuses on leadership, knowledge, character, and discipline.
To inspire and develop outstanding young men and women to become Air Force officers with knowledge, character and discipline; motivated to lead the world's greatest aerospace force in service to the nation. 5 There is little doubt as to the quality of the officers who graduate from any Service Academy, especially the Air Force Academy. Since their establishment, they have produced many of our nation's most able and prominent military leaders, as well as influential businessmen and elected officials, including several Presidents of the United States. While the quality officer they provide is clearly impressive, the academies are simply not able to produce officers in the quantity needed for our nation's defense. Which leads to the value of the other commissioning sources-OTS and ROTC.
Officer Training School
The Air Force's Officer Training School (OTS) was originally the Officer Candidates School which was established in 1942. It has evolved through the years and as we know it today, commissioning its first lieutenants in 1959. 6 OTS produces line officers as second lieutenants through its Basic Officer Training (BOT) program. 7 OTS is charged to train and commission quality officers for the United States Air Force active and reserve component. 8 The rigorous 12-week program is designed for those already possessing a college degree. Not unlike other commissioning sources, it strives to commission second lieutenants with the highest standards of conduct, armed with essential skills and knowledge to become effective officers and leaders. 9 The real beauty and advantage of OTS is that is the "flexible partner" of the Air Force's officer production triad, able to vary its production numbers in response to Air Force need and other sources of commissioning output. 10 It is in effect, the officer production buffer providing the Air Force with the flexibility to quickly surge or reduce output as dictated by requirements, production, and end strength limitations. 
Foundation and Evolution of the Reserve Officer Training Corps
We must train and classify the whole of our male citizens, and make military instruction a regular part of collegiate education.
-Thomas Jefferson
Awareness of the various commissioning opportunities and options is important, but the focus of this paper is on commissioning officers through ROTC. It is important to reflect upon the program's origin and review its history in order to fully understand, appreciate, and evaluate the significance and relevance of ROTC today and for the future. ROTC can trace its roots nearly as long as we have been a nation. 23 As early as 1783, George Clinton (Governor of New York) proposed that each state of the Union provide military training in at least one civilian college. His plan included brief active commissioned service on active duty after their graduation and then return to civilian life ready for service in time of national emergency.
24
Unfortunately, his plan to staff the military with men other than professional soldiers was never fully realized because Congress failed to fund his initiative. 25 The idea of the citizen-soldier served as the impetus for the first formal military instruction at a civilian college. In 1819, the American Literary, Scientific and Military Academy in Vermont-now Norwich University-was the first civilian college to truly integrate military education into its curriculum. 26 In fact, it was not the military but civilian colleges and universities that pursued on-campus military training because they believed the military alone should not train young officers needed for our national defense. 27 Between 1819 and the Civil War, several essentially military colleges were established, many of which were in the south.
Additionally, other civilian colleges began military instruction. For instance, hoping to produce qualified officers for a national militia, Thomas Jefferson made "tactical drill and training" a mandatory portion of the curriculum when he founded the University of Virginia in 1825. 28 The intent of educators to include military instruction in their curriculum was clearly to "counterbalance, not complement," 29 the professional officers produced by the academies. Why the concern to counterbalance the academies? Educators and administrators felt their college graduates provided a more well rounded military officer but more importantly, they shared a very real distrust of the dogmatic military academy preparation. 30 This distrust was based on the fear and disdain for a large, professional standing military and the desire to hold to the citizen-soldier tradition Americans revered since our Revolution.
The onset of the Civil War brought the realization that there were not enough officers to lead the Army. Congressman Justin Morrill, interesting also from Vermont, introduced legislation, The Morrill Act of 1862, to create Land Grant colleges. Key to this act was to specifically provide instruction in engineering, agriculture, and military science. 31 These Land
Grant colleges-the first to be obligated to formally instruct military courses-continued to grow significantly in number and educational contribution to our nation.
Despite the intentions of the Morrill Act and the growing number of Land Grant colleges, and thus the participation in military training, their commissioned officer contribution was too late to benefit Civil War needs. Additionally, the officers' military competence and effectiveness was generally lacking. The lack of quality officers was caused by a combination of things.
Indifferent attitudes by many of the colleges, lack of student motivation, and a restricted ability to receive a regular commission all contributed. Additionally, the limited support from the Army led to deficiencies in standardization of training, defined objectives, common syllabus, provisions for uniforms or equipment, and standards for commissioning. 32 Nonetheless, the Morrill Act and Land Grant colleges clearly established a firm foundation and the inspiration for commissioned service to the nation and the citizen-soldier legacy. Looking first at the graphic representation, it is clear to see that at various years of service each commissioning source has the best and worst continuation rate. However, OTS rates are generally better with the highest continuation rate of any commissioning source through year seventeen/eighteen. This is not surprising as 25% to 50% of those commissioned through OTS
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Of note, ROTC retention drops dramatically, to about 85%, at the four-year point. This is the point when the majority of ROTC officers' active duty service commitment is satisfied and many decide to separate. ROTC falls significantly behind OTS at this point (85% to almost 92% for OTS). ROTC has the lowest continuation rate through about year ten when officers begin to stay on active duty at about the same rate as Academy graduates. The trends for all sources are relatively close through year thirty.
Retention The next chart looks at the same commissioning sources and continuation data but further delineates ROTC officers. We can compare the overall rates for all officers with the additional look at how scholarship recipients tend to stay on active duty. The shaded area of the chart provides data on ROTC graduates with no scholarship and those with four and two-year scholarships. Not only do ROTC graduates tend to separate at a higher rate than other sources early in their careers, four-year scholarship recipients continue at a substantially higher rate than two-year scholarship recipients and those with no scholarship. The continuation rate for four-year scholarship recipients at the five year point is only 76% compared to 79% for nonscholarship officers. The disparity grows to about 5% at each year until about year seventeen when they tend to be about the same through thirty years of service. TABLE 3 To be prepared for war is one of the most effectual means of preserving peace.
Cumulative Continuation
-George Washington Our nation hopes never to go to war but we accept that major war is always a threat, Looking merely at the monetary cost of production producing officers by way of OTS is quite appealing. With a $3 million budget, only 1% of the overall commissioning budget, and producing 28% of new accessions at less than $3,000 per officer is, relatively speaking, a bargain. No surprise to anyone the Academy is the most expensive way to produce officers.
The question for this project, is ROTC an efficient means to produce officers? ROTC's share of the commissioning budget it 37% ($123 million) and produced nearly half (49%) of the officers.
ROTC is nearly one quarter the cost of an Academy grad, but compared to OTS, ROTC production is twenty three times as expensive. What does the Air Force, and the nation, get for this expense?
The Value of ROTC It can be argued that monetary expense alone is not a good measure of value. Reflecting on the very fiber of why the ROTC program was established, cost becomes less of an absolute.
This research uncovered numerous studies on all commissioning sources. Previous work on ROTC and its value is plentiful but offers little in terms of concrete assessment regarding the worth/value of the program. However, there are clearly two parts to the questions. What does our nation and our military get from the relationship and secondly is ROTC an effective and efficient way to produce officers.
I've found it impossible to measure or quantify the benefits of ROTC programs located on our nation's college and university campuses. As mentioned earlier, the roots of ROTC really go back to the foundation of our country and the legacy of the minute man militia, firmly rooted in the "Moderate Whig" 39 tradition of civilian control over the military. College and university administrators, not the military, have historically been the strongest proponent for ROTC presence. However, there have also been periods, most notably during the Vietnam era, that ROTC was not particularly respected or desired on campus.
The long-term intangible benefits of ROTC are significant to both the institutions and the military. The general populace can take solace in knowing that the military officers ROTC produces are products of the people, not the military academies. The general distrust of a professionally trained military is clearly not as prevalent as it was in the early years of our country, but officers produced by public institutions eased this fear and will continue to do so.
Secondly, education is distinct from training. A well rounded officer who knows how to think analytically and in the broadest terms has the ability to be creative and perhaps a strategic leader.
Education Versus Training
There has been much discussion and research regarding the difference between education and training. While they are both verbs and are synonyms, they are markedly different. The New Merriam-Webster Dictionary defines them this way.
• Educate: schooling; to develop mentally and morally 40 • Train: To form by instruction, discipline, or drill; to make or become prepared 41 Michael D. Stephens has researched and written frequently on adult education, particularly in the military. He feels that while education and training may overlap, they are different. I agree with his distinctions between the concept, process, and result of education and training. In his book "The Educating of Armies," Stephens opines that training is education with a purpose and is always an instrument to achieve some end. thinkers. The educated then will have the ability to interpret situations and develop strategies to address them. 42 Stephens' points out that the military has its own culture that shares an awareness of history, tradition, and values and discusses how military member comes to embrace that culture. This is where professional development-training-is important. At this point do we impart the particular skill or skill set we need in the officer? Through this development, the military also promotes professionalism, sense of purpose, character, and the demand for espritde-corps. This professional development works to create well informed, fully developed officers of character that understand and accept their military culture. Although research uncovered no rational for the terms, it is interesting that Academy and ROTC officer candidates are called "cadets" while OTS candidates are called an "officer trainee." The logical assumption from this terminology is that OTS is truly training a college graduate, while the others are still educating officer candidates.
Transforming on the Fly
Victory smiles upon those who anticipate the changes in the character of war, not on those who wait to adapt themselves after the changes occur.
-Giulio Douhet "The full flowering of the Industrial Revolution brought an increase to the scale of warfare, and the necessary resources to extend professional education and training to all members of the armed forces." 44 The Industrial Age, Cold War era officer preparation was geared toward grooming future officers for leadership in a traditional environment facing a single nation-state competitor. Officers of the future face a much different environment. The Air Force was once postured to face conventional threats with size and mass. Now and in the future, we must be postured to face asymmetric threats with agility, speed, precision, and lethality. Our officer corps of the future must also be agile, technically savvy, and innovative with the ability to leverage all the benefits of the technology presented by the Information Age Transformation.
Transformation is difficult under perfect conditions. It has been said the military is the most difficult organization to undergo transformation, due to its sheer size and complexity.
Make no mistake; today's military is undergoing transformation. This difficult road to transformation is complicated by the fact that we're doing so "on the fly" while we are fully engaged in our nation's long war against global terrorism. Can ROTC provide the Air Force the right type of officer to lead and advance the transformation? In my view they can absolutely do so-in fact, they must.
Alternatives to Air Force Reserve Officer Training
Are there alternatives to Air Force ROTC? Is reducing the number of detachments an option? Could ROTC be eliminated? Could production of the Academy and OTS be increased to compensate? The answer to all of these questions is absolutely yes. However, alternatives do not necessarily equate to better. While reducing or eliminating ROTC presents the Air Force with an opportunity to save money, it would have definite consequences.
The Academy production could be increased, but it is difficult. The competition to enter the Academy is fierce and there are always a large number of applicants that are not accepted.
So applicant pool is not a limiting factor. However, the size of the cadet wing is largely limited by physical space for housing. While construction could add capacity, cost would be significant.
Additionally, growing the size of the Academy would most likely not be acceptable to very many military or political leaders. Lastly, producing officers through the Academy is our most expensive venture. While the marginal cost to add cadets would not be as much as the per cadet cost today, it would nonetheless remain our most expensive option.
The flexible partner for Air Force commissioning is OTS. This program is designed to surge or reduce production to meet Air Force need. While long-term production increase is easily accomplished it too would require additional construction for classrooms, dormitories, etc.
Making this a more robust program by permanently increasing its production share is an attractive option. It is the most cost efficient, quickest, and most flexible program available to the Air Force. If the Air Force were to revamp ROTC, OTS is plainly the best option for increased production. The key for future effectiveness would be the ability for the Air Force to recruit the right degreed individuals, i.e., scientific and engineering, to lead it into the future.
Eliminating ROTC is an option, but not a very practical course of action. The downside of the ROTC program is the cost in terms of sheer expense and the drain on valuable manpower.
The staff of nearly 1,000 it takes to lead, manage, and operate the program is significant. While not the most efficient means to produce an officer it is an effective outreach tool for the military.
Removing ROTC from our colleges and universities would mean loosing the strong partnership and relationships that have developed with public education over the last 200 years.
Junior ROTC is thriving in high schools throughout the country. In fact, demand for Junior ROTC far exceeds the military's ability field units, which has resulted in a large waiting list.
Major changes in Senior ROTC would certainly have a second-order effect on Junior ROTC in our nation's high schools. 45 While not a direct feeder to ROTC or even the military, there is a definite relationship. Analysis of Junior ROTC is beyond the scope of this work; however, it is clear that eliminating Senior ROTC would certainly jeopardize the future of Junior ROTC.
The question at hand, is the Air Force getting its money's worth? The arguments go well beyond the scope of this project and would take very lengthy analysis. However, the cost per officer produced, combined with the good will created with the public sector, impact on society, and other benefits makes this a bargain and a perfect way to perpetuate the citizen-soldier.
Conclusion
Since its earliest derivation, ROTC has been part of American culture. It has enabled the military to forge a strong and viable partnership with the public and especially civilian academia.
The benefits of exposing future Air Force officers to this broad range of experiences and academics are impossible to measure or quantify. However, civilian influence on the education process is generally regarded as solid preparation for future military officers with the mental agility needed in the Information Age. ROTC also provides an effective vehicle to recruit officers and enlisted members that would be impossible to replace should ROTC not be on campuses.
Many of the Air Force's most senior leaders have been products of ROTC. While it is clear that some rise to the top, it is very difficult to measure how ROTC officers performance compares to those commissioned from the Academy or OTS. There is no data captured to reflect how they perform once on active duty. About the only way to do so would be a comprehensive review of Officer Performance Reports-a task that would be a monumental undertaking with questionable benefit. Another possible measure of merit would be a comparison of promotion rates from each source of commission. While this data exists, Air research.
Comparing retention rates reveals a bit about the sources of commission. While the rates vary by source, the difference was not tremendous. And the danger of drawing comparisons using only the raw data is immense. The Air Force has undergone many force structure changes in fifty years. To get a true picture, each force shaping program would need to be overlaid on retention. Retention spikes and troughs could easily be the results in force build up or reductions. Many of these programs have incentives to shape the force; therefore retention is an indicator but must be viewed cautiously.
One rather disturbing fact that should be addressed by the Air Force is the rate at which four-year scholarship cadets separate. Data provided by the Air Force Personnel Center clearly illustrate that they separate at a higher rate than their peers with lesser or even no scholarship.
The Air Force invests significantly in the scholarship program and should attempt to maximize its return. The challenge here I'm sure is the inability to determine the military career intent of an 18 year old. Nonetheless, I recommend this be evaluated further.
Air Force ROTC is offered at well over 1,000 colleges and universities. While ROTC is the largest provider of new officers, it certainly seems that not all detachments produce officers in numbers sufficient enough to validate their continued existence. The Air Force has periodically evaluated low-producing detachments to determine if they should be terminated or continued. And, over the years some have closed. In this time of critical resource constraints it seems appropriate to conduct more judicious reviews for all detachments. Significant savings in precious manpower and dollars could be realized by eliminating non-productive units.
Transformation is espoused as one of Air Force's highest priorities. The need for leadership will not diminish with transformation and increasingly complex technology will require officers well versed in engineering and science. If the Air Force is going to be successful in the Information Age, we need to ensure we have the right officers. Toward this end, recruiting for the right degree is essential. The Air Force has to do a better job of recruiting to need (specific career field requirements) and never recruit in the aggregate just to fill a target goal or quota.
Today's force shaping program is largely necessitated by over accessing in non-critical specialties while others, primarily technical career fields are short officers. Easy to say and difficult to do, but for future effectiveness and realizing an optimal force, its composition must match requirements. This should be pursued very aggressively.
Leadership is the keystone of officership. The Air Force nurtures and develops leadership by officer professional development programs and professional military education. However, developing leadership in pre-commissioning programs, especially in ROTC where contact time with the Air Force staff is so limited, is an aspect that can not be neglected. If the Air Force is committed to an effective ROTC program they must place only their very best officer in ROTC detachments. This is not the place to hide an officer or place them just because they applied for duty in order to get to a specific location. We don't get a second chance to start these future leaders on the right foot. It seems the best way to do this is to put only the best officers as their trainers and mentors.
Recommendations
Manpower requirements and associated expenses are definite considerations in determining the viability of any commissioning program. If these are the absolute measure of a program, the Department of Defense could realize considerable savings by eliminating ROTC.
Increasing OTS output could compensate for the production loss at a much more efficient rate.
However, this research presents compelling reasons to look beyond the cost of a program. By discontinuing ROTC the military would loose a strong outreach program and the partnership and relationships that have developed with public education over the last 200 years. It would also eliminate the much revered public educated citizen-soldier. ROTC also offers students who are not accepted at a service academy an excellent opportunity to pursue a military career. ROTC is a reliable and effective source of officers and should definitely be continued to counterbalance other commissioning sources. However, there are areas for improvement.
The Air Force needs to look critically at the academic background of candidates. As it continually transforms into an Information Age force, the mental agility and adaptability of its officers will be critical. The Air Force's demand for scientific, technical, and engineering degrees will continue to grow. Recruiting efforts must be focused on them and 100% of scholarship offers should go to these skills.
Retention of scholarship cadets must be addressed. The available data does not address all factors impacting retention (such as force shaping reductions) but it is evident that four-year scholarship recipients leave the Air Force at a higher rate than other ROTC officers. This is likely due to enticing opportunities in the civilian sector. The Air Force should consider increasing the commitment for scholarship students. The longer commitment could be rewarded with bonuses for needed skills. The cost of such bonuses would be much less than loosing officers at the peak of their contribution period, especially after the Air Force has invested in four-year scholarships.
Air Force ROTC is present (by detachment or agreement) in over 1,000 colleges and universities. Many of these units are very productive, but many produce less than ten officers per year. Considering the cost of staffing detachments, the Air Force should critically evaluate continuing non-productive detachments. The Air Force would be well served to discontinue units that commission less than 25 -30 officers per year. An easy solution is to restructure scholarship awards and require students to attend one of the remaining institutions. They should eliminate the practice of allowing scholarship students to choose any school and concentrate them at more robust detachments.
Restructured detachments should be selectively manned. The Air Force should consider ROTC instructor duty as a "must do" for its best officers. If it hopes to train and equip the leaders of tomorrow, it can not avoid the obligation of placing only its very best leaders as their mentors. It needs to nurture the ethos that ROTC duty is a desirable assignment and integral to professional development and advancement.
There are benefits and advantages to each commissioning source. ROTC is the Air Force's oldest and largest source of new officers. It is a valuable aspect of the public outreach and provides new officers with a well rounded education. With modifications, it could be an even more effective commissioning partner in shaping the force for tomorrow.
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